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ABSTRACT . 

A conceptual model of sudden drganiz^ational change, 
the Significant Change Model, is described and graphically displayed. 
The model includes the orgatiizat ional member ' s percept ion of the 
degree, magnitude, or abruptness of an institutional change in 
relation to the individual's imputed rvalue of the perceived change/ 
Both of these factors are combined in the Significant Change Model to 
produce the behavioral relationship between the organization and its 
members. A matrix of th^i model illustrates the interactions between 
the perceptions of magnitude and value of institutional change. For 
example, in the first section of the matrix, there is a perception of 
no change in the organization and an attachment of no positive value 
to this; the status quo prevails. Nine sections of the matrix are 
explained with reference to higher education institutions. A further 
graphic representation of the Significant Change Model occurs by 
applying the components to the cusp catastrophe model, which pro /ides 
an additional qualitative dimension toward the development of the 
model. A Loss and Grief model is also applied to organizational 
change. (SW) 



*************************************************** 

* Reproductions supplied by EDRS are the best that can be made * 

* from the original document. * 
*********************************************************************** 



CD 

ro 
o 



SUDDEN ORGANIZATIONAL CHANGE 



Paper prepared for . presentation at annual conference of 
The Southern Association for Institutional Research 



October 29, 1982 



Birmingham, Alabama 



\n 
O 
U-J 



Robert 0. Michael 
^ Special Project Coordinator 
l^o'iri a" Career Information System 
Georgia State University 
Atlanta, Georgia 30303 
(404) 658-3100 



^ceived from lUe P 
changes 

position o^P°*'^^- 



"PERMISSION TO REPRODUCE THIS 
MATERIAL HAS BEEN GRANTED BY 



SAIR 



TO THE EDUCATIONAL RESOURCES 
INFORMATION CENTER (ERIC)." 




8QUTHEWW ASSOCIATION FOR INSTITUTIONAL RESEARCH 



This paper was presented at the 1982 Annual 
Conference of the Southern Association for 
Institutional Research held in Birmingham, 
Alabama, October 1982. It was reviewed by 
tlie SAIR Publications Committee and was 
judged to be of high quality and of interest 
to others concerned with the research in 
higher education. This paper has therefore 
been selected to be included in ^the ERIC 
collection of Conference Papers. 



Gerald W. McLaughlin 
President, SAIR 



ERIC 



Sudden Organizational Change 

Change in higher - education is traditionally analyzed in terms 
of gradual structural or procedural change through the use of such 
models as planned change ^ (fiffusion^ organizational development 
and political interaction. (For an excellent overview of these 
models y see Dill and Friedman/ 1979, ) Each of these models has 
contributed toward the understanding of the chartge process ^ but 
each has a common limitation which prevents a broader understanding 
of organizai^^ional change than what currently exists. Through 
descriptions of change as a logical process which can be neatly 
described with bell-shaped- curves and S-curves or through analyses 
of change as an orderly alteration of organizational structure ^ 
these change models all serve well in describing and analyzing 
evolutionary change at a group or organizational level. What is 
lacking,^ however^ is a change model which can describe and analyze 
or even predict sudden or abrupt change. 

Because the movement of organizations over time creates a 
view of gradual change ^ sudden or abrupt change events are lost 
in the traditional models of change. Evolutionary changes of 
organizatlidnkl structure and process are adequately addressed by ^, 
these models, y but events which are perceived by organizational 
members as suddenly or abruptly altering the structure ^ processes ^ 
behaviors and values of an organization and its members are lost 
in. these models. While an organization may abruptly or signifi- 
cantly change its operating structures or procedures^ this alteration 
is described in traditional change models as a small portion of a. 
larger organizational evolution or gradual change. What the 



traditional change models fail to adequately account for or 
describe is organizational change in terms other than evo^'utionary , 
often in terms other than structural, and in tems other than 
a group^'or organizational level of analysis. 

In addition to the lack of adequate descriptions and analyses 
permitted by the traditional change models, these models are limited 
primarily to ' structure- or process-based change. The amount of 
change of an institution is often measured by the degr,^e t©' which 
organizational structures are altered or by the extent of organiza- 
tional involvement in the change process. These models do not , 
generally have, however, the capacity to explain or describe change 
in terms of the relationship between an individual's perceptions 
of change magnitude and/or abruptness and the individual's personally- 
assigned importance of the change. 

What is needed, then, in the study of organizational change 
are models which can fill the descriptive, analytical, and predictive 
voids left. by the traditional change models. Sudden organizational 
change must be analyzed as an event in and of itself, as well as a 
portion of a larger change process. Additionally, the perspective 
of change as structure- or process-based needs to be shifted to 
include a theory of change based upon the perceptions and ^values 
of the change held by organizational members. 

The Significant Change Model described below is an attempt to 
partially fill these voids by including within one conceptual model 
the organizational member's perception of the degree, magnitude, 
or abruptness of an institutional change in relation to the individ- 
ual's imputed value of the perceived change. Both of these factors 
are combined in the Significant Change Model to produce the behavioral 
relationship between the organization and- its members. The remainder 



of the paper will outline the Significant Change Model and 
graphically depict it through a change matrix and a cusp catas- 
trophe model. , 

The Significant Change Model is based upon the interaction 
between the individuals perception of the magnitude of an 
organisational change and the member's imputed positive^^ersonal 
value of the change. The various interactions between 4he per- 
ceptionsof magnitude and value are reflected in the relationship 
between the individual and the organization. -The interactions 
between the perceptions and their resulting relationships are 

depicted in Figure 1. • 

The X-axis represents the individual's perception of^the 
magMtude of the change, and the Y-axis represents the individual's 
imputed positive personal value of the change or of the need for 
change. As the perception of the change magnitude increases, 
the X-axis value increases within a range of 1 to 3. A score of 
1 is labeled as a no change, a score of 2 is labeled as modera^ 
change, ,and a score of 3 is labeled as extensive chan_ge. The 
Y.-axis increases in a similar manner, with the value of 1 labeled 
as an imputation of no positive personal value, a score of 2 is 
„ labeled as an imputation of moderate positive personal value, 
' and a score of 3 is labeled as an imputation of strong or extensive 

personal ^alue , , ''^ 

Each section of the change matrix is numbered as the product 
of the X- and Y-axis values and has a value ranging from 1 to 9. 
A section is labeled in terms of the relationship between the 
individual and the organization in a change process. In addition 
to representing a change in the percep^tion and value, a shxft xn 
the matrix cells can be seen as indicative of sudden or abrupt 
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change in the relationship between the individual and the 
organization. 

In' Section 1 there is a perception' of no change in the 
or^nization and an attachment of no positive (or possibly 
neutr value to this. In this section the status quo pre- 
vails. Such situations a=Ke- often found in higher educational 
institutions. For example ^ departmental meetings in which a 
proposal that no changes be made ' in student examination policies 
is accepted in^ terms of the imputation of no value fits well 

4 

into this section. | 

For Section 2V , the individual places moderate value on a 
need for change ^ but this is in conflict with the no change per- 
ception which exists. This mismatch or incongruity between the 
imputed value and the * perception of change forces the individual 
to co-opt his/her value in the face of an organization wjhiich is 
perceived as unchanging. For example ^ a faculty member may exist ^ 
in a co-optation mode if he/she imputes a moderate value to the 
need for change in examination practices from multiple-choice 
to essay format ^ but in the face of a generally unmoving depart- 
ment. In ordet to maintain the relationship with the department ^ 
the individual will no-opt the imputed value and may continue to 
measure student progress^with multiple-choice exams. 

In Section 2C the salne situation occurs as in ,2V, except 
that the co-optation relationship is reversed. Instea*d of the 
individual valuing the need for change ^ he/she perceives a 
moderate change upon which he/she imputes no positive personal 
value. In this case it is the organization which. is co-opted^ and 
not the individual. Here the examination ^.f^rma^^ the 
same^ but the faculty member might plac^ grading .emphasis on 
other measures of classroom perfonnance . 



Section 4 reflects a situation similar to the one found 
in Section l--status quo — ^^in that both the imputed value of 
change and the perception of change are the same. In thia 
case both the value and the perception are moderate (or a ^ \ 

score of 2 on the respective axes) resulting in mutual accoiuo- 
dation between the organization and the individual. A movement 
into this section eliminates the need for co-optation , thus 
allowing for a smooth and accepted change. 

Sections 3V and 3C represent the greatest difference, 
both numerically and conceptually, between the imputed value 
and the perceived "magnitude of change. In both situations 
the difference is so great that alienation results, often with 
the possibility of termination of the relationship between the 
individual and the organization; In these sections the differ- 
ence between the X- and Y- axis values is ( 2 J . (Table 1) 
This is one point greater than the co-optation relations in cells 
2y and 20, and two points greater than the differences found in 
status quo and mutual accommodation cells. 

In Section 3V the extensive value imputed to a change is 

combined with a perception of no change within the organization^ 

The faculty member who places a great deal of value in^a depart- 
mental change and yet perceives a no change situation will probably 

find him/herself alienated from the departmeiit. Should the magni- 
tudes of the X- and Y-axis be reversed, the feeling of alienation 
will also exist, but in this case it is thfe individual who places 
no' value upon what is perceived as an extensive or extreme change. 
Continuing the multiple-choice versus essay examination example,^ 
an alienated faculty member may begin a new testing format in 
spite of the continuation of a multiple-choice exam policy. Or, 



in the** reverse situation, the faculty member may ' continue to 
use multiple-choice exams despite departmental movement to 
essay exaks. In either case, the individual and the department 
have now entered into an extremely strained or alienatted rela- 
tionship. Such a relationship could precipitate reconciliation^ 
through co-optation of acceptance, or it could lead to termina- 
tion of the relationship. . ' 

In Sections 6V and 6C a situation occurs which is similar 
to the one in Sections 2C and 2V. Here again co-optation appears 
when the difference between the imputed value of change and the 
perceived magnitude of change is |l| . The major difference 
between the two co-optation sets of 2V/2C and 6V/6C is that both 
the X- and Y-axis for the 6V/6C cells have a value greater than 1. 

Section 9 represents the situation in which both the imputed 
value and the perceived magnitude of change are simultaneously 
of the greatest strength or magnitude. The perceived jextensive 
change is paired with, the imputation of immense value of the 
change. Although similar to Sections 1 and 4 where the X and Y 

values are identical. Section 9 does not yield a status quo or 

J 

mutual accommodation relationship. In Section 9 significant 

0 

change is achieved in the relationship between the individual 

and the organization. The faculty member whose imputation of 

value upon a situation perceived as an extensive change will find 

that a significant change in the relationship has occurred. In 

the examination format example, both the individual aind the 

department may agree on a shift from multiple-choice to essay 

■ • .1 
examination, or may move to eliminate written examination altogether. 
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The'^ relationships use'd to label the. 9 sections of the 
Significant Change Model can be further analysed along two 
diihensions in addition to thd X- and Y-axis. These two 
dimensions are accommodation (A) and abnormality (N) ^ depicted 
in Figure 2 as the diagon&l^ A and N superimposed upon the 
significant Change Model of Figure 1. The accommodation - 
diagonal represents the degree of change in the relationship 
between the organization and the individual ^ and the difference 
between, the perception of change. (X-axis) and the imputed value 
of change (Y-axis). Sections 1^ 4 and 9 y.efpLect the increasing 
magnitude of change which maintains the integrity of the rela- 
tionship between the individual and -the organization from 
Section 1 through Section 4 to Section 9. 

While the A diagpnal represents a 'normal' (no difference 
between X and Y) relationship^ the problem relationships (a 
difference between X and Y) are represented by the abnormality 
(N) diagonals running perpendicular to the accommodation (A) 
line. As the difference between the^ imputed value and perceived 
.change dimensions increases, ' the value of the abnormality diagonal 
increases. As shown in Figure 2, the diagonals are prominent 
in those sections where co-optation or alienation exists. Further- 
more, while the abnormality diagonals appear only in the sections 
shown in the figure, it is probably the case that any deviation 
from the accommodation cixis will cause a degree of abnormality 
in the relationship. 

A further graphic representation of the Significant Change 
Models is obtained by applying the components of the Model to the 
cusp catastrophe model, one of the seven elementary^ cajtastrophe 
models of -Catastrophe Theory. While the validity, of this appli- 
cation remaihs untested,^ the cusp catastrophe model provides an 
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added qualitative dimension towards the development to the 

Significant Change Model. 

The French mathematician Rene Thorn developed Catastrophe'^* 

Theory as a series of mathepiatical and conceptual models for 

describing and predictjjig discontinuities in normally continuous 

variable (Zeeman, 1976a). Despite the controversy over the 

mathematical underpinnings and the conceptual applications of 
> 

Catastrophe Theory (Kolat^i, 1977; Sussman and Zahler, 1978), 
it vhas gained in popularity as a qualitative model for depicting 
abrupt change phenomena for such diverse topics as prison riots 
(Zeeman, 1976b), cultural change, (Renfrew, 1979), and anorexia 
nervosa (Callahan, 1982) , to^ name just a few. (Because a complete 
description of Catastrophe Theory is beyond the scope of this, 
paper, and because it has been lucidly explained elsewhere, the 
reader interested in pursuing the study of Catastrophe Theory ' 
should begin with any of the works cited^^i^n Appendix A.) 

In the application af the Significant Change Model to the 
cusp catastrophe as depicted in Figure 3 , the imputation of 
value ^nd the perception of the magnitude of the change are 
the control factors (a,b) . The relationship which occurs as a 
result of the interaction of these factors is outlined in the 
cusp model behavior space S'^^^ated above the control plane of 
factors a and b. As in the Significant Change Model, a change 
in the control factors isreflepted in a change in the behavior 
space. * In addition, the cusp catastrophe model reflects the 
possible qualitative differences between the Significant Change 
Model Sections and the movement between thesis sections, particu- 
larly as the 'change process extends over time. ' 



- II' - 

FIGURE 3 

APPLICATION OF THE SIGMIFICANT CHANGE MODEL 
TO THE CUSP CATASTROPHE MODEL 
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The cusp model depicts the possibility of gradual ^ continuous 
change from a relationship of status quo (Section 1) to mutual 
acconunodation (Section 4) on through to a significant change 
(Section 9) as shown on Path 1. Here it is possible that the 
change in factor a and b (or the X- and Y-axis scores) occurs 
simultaneously, thus allowing for the smooth change from a 
status quo to a significant change relationship. In addition, 
a change from an alienated relationship to a significant change 
mode can also occur if the control factors change along Path 2. 
Similar smooth changes can also be found for movement between any 
of the different change relationships, including co-optation to 
alienation, co-optation to significant change, and significant 
change to alienation. 

The discontinuity between the Significant Change Model 
sections can also be shown in the cusp model, thus adding a^ 
qualitative dimension to the Significant Change Model. For 
example. Path 3 shows the movement from alienation to co-opta- 
tion as a catastrophic jump from the bottom sheet to the top 
sheet of the behavioral space. Such -a catastrophic or discontin- 
uous change may occur when an individual maintains a high value 
level in an organization which is perceived as unchanging, thus 
creating an alienation relationship. Should the individual 
maintain this extremely high value level while altering the 
perception of the change of the organization, a catastrophic 
jump from alienation to co-optation occurs as the magnitude of 
perceived change increases (Path 3) . Similarly, Path 4 shows 
that a catastrophic jiomp from co-optation to alienation may take 



place, but according to the cusp model, here the perceived 
magnitude of change decreases to a level lower ^ than Path 3, 
while the level of imputed value remains constant. 

Because the application of the Significant Change Model 
to the cusp catastrophe is purely preliminary and conjectural, 
it. demands testing. While the concepts underlying the Signifi- 
cant Change Model appear to fit well in the cusp model. Catastrophe 
Theory has a mathematical basis from which its models are derived. 
By creating methods for quantifying the Significant Change Model, 
data can be collected for validating the application of the Model 
through the mathematics of Catastrophe Theory.^ 

One possible approach to the quantification of the Signifi- 
cant Change Model lies in the development of measures for the 
Vjalue imputation factor and perception of change factor which 
comprise each of the 9 sections of the Model. One set of data 
can possibly be obtained by measuring the individual's perception 
of personal and/or professional loss (or gain) vis-a-vis the 
perception of change and the imputed value. Thus, loss measures 
could be taken for each of the sections and then analyzed for 
the conceptual and mathematical validity of the Significant 
Change Model and its application to the cusp catastrophe, partic- 
ularly in terms of the movement between the model sections and 
the structure of the behavior surface of the cusp catastrophe. 

While the Loss and Grief Models of Bowlby (1980), Parke (1972), 
and Kubler-Ross (1969) , to name a few, have achieved wide-spread 
popularity in psychology, medicine, and psychiatry, application 
to "the understanding of organizational change has just recently 
begun to grow." Described by John Bowlby in his study of the 
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reactions of parents to the slow death of their children afflicted 

with fatal illness and to children's reactions to the loss of a 

»» 

parent (Konner, 1982) , the grieving process has enjoyed tremendous 
popular and scholarly attention with the publication of Kubler- 
Ross' On Death and Dying , Kubler-Ross (1969) claims that the 
grieving process which occurs in the face of impending or exi-sting 
loss usually occurs in five stages of varying lengths and often 
in varying order. While there is little agreement over the 
number of stages of the grieving process, the Kubler-Ross stages 
of the grief process suggest the broad ranges of emotions which 
can occur. Because the Kubler-Ross stages of grieving can be 
easily adapted for quantification and examination/ many of the 
studies which have described organizational change in terms of 
loss and grief have used these five stages : — Anger, Denial, 
Bargaining , Depression , a-nd Acceptance. 

Those who apply a Loss and Grief model to organizational 
change note that many types "of organizational' change can elicit 
reactions and emotions similar to those experienced by victims 
of traumas such as the death of a relative, amputation, rape, 
job termination, or divorce. Willmer and O'Conner (1979) have 
observed that the closing of a college campus precipitates 
reactions similar to those experienced by people during their 
grieving of the death of a family member. The authors state 
that any understanding of organizational change processes as 

traumatic as the closing of a college campus can move along mo_rLe_ 

' smoothly through an understanding of the grieving process experi- 
enced by organizational members. 
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O' Conner (1982) expands upon the range of application of the 
Loss and Grief Model by maintaining that an event as sudden or as 
dramatic as closure is not necessary to elicit -the grieving 
response. Any change which organizational members perceive as 
having negative personal impacts will precipitate the grieving 
responses or stages similar to the reactions to the loss of 
relative. In these change situations the Kubler-Ross stages 
serve as a model for administrators and managers to assist them 
in understanding employee reactions and in developing techniques 
for facilitating movement through the stages of grief. [Frears 
and Schneider (1981) note that this movement through the grief 
stages is essential if individual psychological well-being and . 
growth are to be realized after the loss.] \ 

0'Conner*s application of the stages of grief is notable in 
that total separation (i.e., loss) is not necessary for the grief 
responses to appear (0*Conner/ 1982) . Similarly, the relation- 
ships between the individual and the organization is maintained 
throughout the Significant Change Model. It is within the 
boundaties of the relationships between the individual and the 
o^rganization that the grieving process is s6en to apply. 

The Loss and Grief Model has also been applied to the study 

s> ■ ^. 

of organiisational change in higher eudcation. In her study of 

perceived effects of administrative changes at the University 

. of Texas School of Nursing, Langston (1978) found that organiza- 

" tional members experienced feelings of botli professional and 

personal loss. Furthermore, for those members who reported a 
feeling of loss, grief was a response as measured by an open- 
endfed questionnaire and an extensive 'feelings' checklist designed 

r-jJ^^ to elicit emotional reactions to the change. 



The validity and the utility of the Significant Change Model 
and its application to the cusp catastrophe model have yet to be 
proved. Through the use, of. the toss and Grief Model as the basis 
of measurement for each of the sections of the Significant Change 
Models* it is possible that the Model can be quantified and 
verified as ah independent conceptual model of organizational 
change y the mathematics of which fit the cusp catas^trophe . 

Despite this lack of empirical testing ^ however , the Signi- 
ficant Change Model and its suggested connections with Catastrophi 
Thpory and the Loss and Grief Model point to the need for new 
change models which include individual perceptions and values 
the shifting of the relationship between the individual and the 
organization y and sudden or abrupt change which can be exarained 
in tems other than evolutionary. Such change models would not 
only contribute to our understanding of sudden organizational 
change y but they could also aid in the development of techniques 
to assist organizational members through /.-/hat they perceive to 
be abrupt and extensive organizational change. 
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^Bigelow^ John. A catastrophe model of organizational change. 
Behavioral Science , . January 1982^ _27 (1)^ 26-42. 

Johnson^ P. Graig. Applications of catastrophe theory to 
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Institutional Research Annual Forum Proceedings Number 3^ 
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Woodcock^ Alexander and Davis/ Monti. Catastrophe Theory . 
New York: Avon^ 1978. 

Zeeman^ E.C. Catastrophe theory. Scientific American ^ April 1976^ 
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ERIC 



2y- ^ 



References' 

Bowlby, John. Loss; Sadness and Depression , New York: Basic 
Books, Inc., 1980. 

Callahan, Jim. A geometric model of anorexia and its treatment. 
Behavioral Science , April 1982, 27^ (2), 140-152. 

Dill, David D. and Friedman, Charles P. An analysis of frame- 
works for "research on innovation and change in higher education. 
Review of Educational Research , Summer 1979, £9 (3) / 411-435. 

Frears, Lbis H. and Schneider, John M. E:>^ploring loss and grief 

within a wholistic framework. Personal and Guidance Journal , 
February 1981, 59^ (6), 341-345. 

0 " 

Kolata, Gina Bari. Catastrophe theory: the emperor has no clothes. 
Science, April 15, 1977, 196^ (4287), 287, 350-351. 

^ a .. .... 

Konner, Melvin. Grief. In The Tangled Wing; ' Biological Constraints 
of the Human Spirit . New York: Holt, Rinehart and Winston, 
1982, 325-356. 

Kubler-Ross, Elisabeth. On Death - and Dying . New York: Macmillan 
Publishing Company, Inc., 1969. 

^ Langston, Nancy F. ,A Study of Loss and Grief, As Produced by 

Structural Organization Change . Dissertation, Atlanta, tSeorgia: 
Georgia State University , 1977. 

0' Conner, Daryl R. Managing organizational change. Sources, 
'June /July /August 1982, 9 (3), 18-20. 



V Parkes, Colin Murray. Bereavement; Studies of Grief in Adult Life . 

New York: ' International Universities Press, 1972. 

Renfrew, Colin. Systems collapse as social transfomation : catas- 
. trophe and anastrophe in early state societies In Renfrew-, 
Colin and Cooke, Kenneth L. (eds. ) , . Transformations ; ' Math - 
ematical Approaches to Cultural Change , New York: Academic 
5PressVl579, 481-506. 

Sussman, Hectoi: J. and Zahler, Raphael S. Catastrophe theory as 
applied to the social and biological sciences: a critique. 
Synthese, February 1978, 31 (2), 117-216. 

Willmer, Wesley K. and 0,' Conner, Marie J. Closing with compassion. 
AGB Reports , November /December 1979, 2j5 (6) 27-31.. 

Zeeman,.E.C^ Catastrophe theory. Scientific American , April 1976a, 
234 (4) , 65-70, 75-83. 

Zeeman, p.C. Prison disturbances. In P. J. Hilton (ed.) , Struc- 
tural Stability, ^the Theory of Catastrophes and Applications 
in the Sciences ^ Lecture Notes in Mathematics , 525 . New 
Q York : Springer, 1976, 402-406. \^ ^ . 

^ 21 X 



